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Interim Report re: Managemcnt Surviy BECBYAGH Y Training
Class. CHAEGED T0: TS 3
O8 Kemo, br
Auth: _DDA, REZG. 77/1763

1, PROBLEM: Date: L. TU-W By: Sl&.

To study the organization, functions and operations of the Office of Train-
ing and recompend corrective meagures which will reduce the present ad-
ministrative demands upon the Iirector.

2. ASBUMPTIONS:

This survey tesn assumes the priyilege ¢of identifying and delineating
prodlem areas, arriving at conclysions based on the facts and situations
disclosed during the survey, and of propounding corrective recommenda-
tions, without regard to the fact thet pther elemants of the Agency
have surveyed the Gffice of Traiging and arvived at findings which Bay
Or m&y not agres with the recommsndatioss of this survey.

3. TFACTS BuARIKG ON THi PROBLEM:

4. A preliminary study of the Offioe of Training, including a conference
with the Chief of each elemant anc staff in the organisation, indicates
that the problems of OTR can not te satisfestorily resolved until the
organization of the Office is reacjusted and its training and support
elements regroupsd in a mennser paunitting the delinestion of flelds of
intsrest, placexent of responsibllity, and delegation of authority to
each ec¢helon,

b m t is submitted to present this situation, with a recom-
F79) s the Lirector of Tralning for his concurrence bafore
going further into a detailed stugdy of the internmal organisation, func-

tions, responsivilities, authorities and staffing within each individual
slsment of the (ffiece,

6. Discussions, conclusions and recogmendations in this report are restricted
0 the gquestion of over-all OTR opganization, channels of command, fields
of responsibility, obvious locatigns for delegation of authority, redis-
tridution of courses to conferm te fislds of interest, and the disposi-
tion of certain of the present Steff elemente of CTH.

d. Certain subjects, common to mansgenent studies and pertinent in this in-
stance, are not included in thia elw%%z reporte A non-concurrence
of B/OTR in the proposed basic organisational adjustment may materially
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slter the scope and extent of further work required from the survey team
snd could effest the possibility ef solutions to problems, Exsmples of
subjectes to be considered in the pecond phase of the survey are:

(1) Fenctions snd Responsibilities of elements, staffs and individusls,
(2) staffing recuirements and pstterns.

(3) Delegations of authority to N'ivisions, ®chools and individuals.

(L) Channels of commsnc, direction, staff guldance and liaison.

(5) Intermal procedures and contrels.

(6) Internsl caafdinatioﬂ.

{7) Clarification of (TR responsibiiities and authority concernlng over-
seas training, courses conducted elsevhere in the Agency, etc.

(8) Operstional probleme invelving the iptermal corcuct of I 25X1A6a
25X1A6a - ste,

(9} Matter= concerning spsce equipment, support, etc.

(10) Clarification of relstionships where cooperstion, correlation or coor-
dinmation with other Agency elsments is necessary.

(11) mudgetary-fiscal controls to assure that D/CTH is adequately protec-
ted in his responsidility for the expenditure of OTR funds,

{12) Other problem aress disclosed hy the survey.
b, DESCUSSIOH:

a. The findings of this report are bgsed on, (1) reports of previous surveys
conducted in OTR, (2] the present organitetion and functions of the
office, {3) historical material mede avallable by the Executive Officer,
(k) the subjecis and content of courses and programs now offered, and
{8) conferences with the Chief of cach major OTR component and staff,

b. The Office of Training is of such size and complexity as to recuire a
slearly defined secandary command structire, and sdequate definition of
the responsibilities and authorities of the second and third levels of
comuend, in order to provide for mormsl day to day operations without the
stisntion of ihe Iirecter. The present organizational structure reflects
twelve {12) operational and staff clements, plus the three (3) elements

25X1A6a ot g_,g a Teputy and ap Exeocubtive OITicer, who heve direct
soccess to the Tirector on ary or §ll matters. Discussion with Division
Chiefs reveals a uniform belief thut each ias responsible directly to the

ola
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Director and sasch evidently feelp that he has unlimited access %o the
Iirector on any phase of his operation. This condition spesks well for
the personal relstionships existing within the Cffice; it is also evident
thst it crestes an unbearsble demand upon the Directer and permits too
little time fer the major considerstions of the Office.

The Deputy Direstor censiders hip respopsibility to be mainly in the
training pheses of the operation, primarily with the Clandestine Services
(Covert} type of traiming. fe is concerned with the selection, reeruit-
ing snd qualification of instructors. Full responsibdility and authority
for the training phase of the mission do not, however, appear to he vested
in the Deputy, #or is thers any ¢vidence that problems brought to the
Deputy are not alce taken direetly to the Director.

The Executive (fficer considers his primary responsibility toc be in the
adninistrative snd support aspects of the aperation, both in headquarters
and the Trair Genter. £8 in the case of the Deputy, therc sppeare to
be no grent of full autherity., "here is evidence that many of the normal
problems in these fields are teien directly to the DNirector.

The present organiszation reflecte two Staff elements and two elements
called ttaf?s which actually ere mis-named. The last two elements zre
vgervices” rather than ®staffs" in the usually accepted meaning of the
term.

(1) Plans end Rescarch ©taff, though not attached diresctly to the Office
of the Direstor, purports to have one e@lement which serves in such
capacity. Apother elament performs staff functions pertinent to the
cperation of the training side of the Cffice.

(2) The Assessment and Evalustion ¢ taff, bty the nature of its functions
and responsibilities, has a comdination of the characteristics of a
staff elemsnt snd a support elemen¥. This element, through its
Assessment Brasch, expends a vory ounsiderable ammount of time in
placement evaluations for other componsnts of the igency.

(3) The titles Administrative Staff and Instructional Services Staff
present & loose application of the tera. These elements snd their
components sre zctive support groups. It is belleved thet their rs-
lationship to the Cffice can be codrectly reflected by identifying
them as support elemente, Thelr imternal organisation appears to
properly centraliss those adninisteative and support functions which
are nscespary to ihe gperation of OTR. Certalin questions concerning
fenctions, scope of responsitility, authority, appropriste titles,
ots., oan be resolved as the survey is extended to its second phase,
Discussion with the chlefs of these components disclosss that they,
as well ss certain lesders and personnel of the sub~units, report
directly to the Director on many métters,
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The present organizstion of the 7ffice shows eight training divisions

directly respemsidle to the Director, They are:

(1) Intelligence Training

(2) Mamagement Training

(3) Language Training

(L) Pesic Tralnming

(%) Specialized Training

{6} Orientstion and “riefing
(7) Jundor 2fficer Training
{8) Projsct Trsining

The first five divisions, 1 thru © above, develop and conduct scheduled
sourses at headquarters. The lagt three divisionu, 6 thru 3 sbove,
differ in mission and cperation from thd others since they (1) perform
or aduinister orisntations and briefingd representing the Lgency more
than OTR; (2) comdust off-campus tutoridg amd (3) supervise speelalized
on~the-job cereer development, ndéne of whick involve formalized on-

campus courses,

The five traiming divisions, parsgraph f-1 thru 5 above, are a consolida-
tion from & former set-up in the Dffice which provided duplicate instrue-
sdonal facilities for the trainisy of pérsomnel from the so-called OVIRT
and COVIRT elaments of the igency. The present structure does not permit
elsar delinsation to divisions céncernimg their fields of interest and
sxtent of zub, coverage in sdministrétive, orientstion, intelligence,
and ather fle Discussions with the Chiefs of these divirions indi-
cates & similarity in courses, btk in titlss snd subject matter, par-
ticularly in the basic or elemeni:ury phases, which appears to be an unnec-
essary duplication. It alco sppeere thit, where two or more divieions
are offering courses in the seme or sirilar fields, one divisien chief

18 only sware in a general senss of the content of similar courses offered
4n other divisions, This condition eould resuli in duplication in the
pumber sad content of courses befond that which might be justified in

the interest of eompertaentalizalion.

The pressnt Orientation and Briefing I'ivision 1s exacily what it's name

. It is not in the ssme ¢~tegory with the strictly training
divisions., Orientations conduetdd by the Division ere for all Agency
empluyess, ineluding persormel fhom outride the Agency in many instances.
It sppesrs that such sessions erd in the nature of igengy "personnel or
public relations®, rather than training as conducted ty the Gffice of
training. Briefings are alsoc given to high level officlals of the V...

=
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and other govermments in which the Iivision is representing the ICI,
DBCI or ons or mors of the ID's. The game 1s true of presentations made
to outside groups in other gnnmmentu‘,, quasi-officiel and private
agencies, much of whieh is strictly sgency publi.c relations and has
1ittle connection with the mission of the 0ffice of Training.

i. The Junior Ufficer "raining Livision consists of a staff of three OTH
perscnnel whose funmction is in tle nature of specialized cureer manege-
ment for a corps of prospective carecrists. Ko formelized courses are
izvolved. The program comsists of the selection of promising candidates
and the suwpervigion of their plarcment and on-the~-job t{reining. It
appesrs that this element could te ;umzfiad in the Training Cffice, the
Agency Persomnel complex, or of the fgency Career Service system, with
sound argument: for each, The mw.aior; carries ninety (90} eivilian and
150 military slots for the JU careerists while in an on-the-job training
status, Thess slols are nop-productive to OTR, since JOT'e are not a
pert of the working staff of tha 2ffics.

J. The Project Training Division is actually conducting 2 highly covert tu-
toring service and is not compargble tg the other training divisione,
Tutoring is on a strictly persompl basis, is all carried on off-campus,

and formaliszed prosentations are usually precluded. EX1AGS

k. Training Center [ is operatec
under the direction of the tireaiar.

three phises; o.g., Cover, Trainming, and Support.

the Office of Traininy and
operation falls inbo 25X1A6a

25X1C4a

25X1C4a
8 up *CPINING. L UPPOT aparatic»m are headed

up Wwa loctl Chie( ef ﬁupport o is respansible to the C.0. Hamy of

the problems which formerly developed In the operation of this bam

sppsar to have rcsulted from the lack qf clearly anmunciated lines
command, staff guidance and coordination, as well as the clear delmmatimn
of responsibility and suthority, both in hesdquarters end at the bass,
Coerdination snd ceoperation between the (.., the Ghie! of Training and

25X1A6a ¢ne Chief of Support at N s nov satisfactory., There appears to
be some uncertalnty in OTR concening headquarters responsibility for
each phase of the buse operatiiome and s to the extent of staff guldence,
direstion and/or participation that snould exist on the part of the
training and support slements of 7TR.

1. There will be problems in the internal organization of the proposed ctaffs
and divisions concerning staffing adjusments ’ pmcedures, the de‘vwlupw
ment of statements of responsibility and authority, and the laying on of
Iim of command, after the basic patiern of the 0ffice is approved.
These problems will be resclved in the second phase of the survey as it
is extended into the divisions and branches.

m, The Office of Traiming is faced with a number of probleme in its rela-
tionship to other components of the igency and in metters of overall

5
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Agenoy training poliqy. Many of these have been the subject of previocus
study, conferenges and memorandiyzs. This survey gives priority to the
internal problems of TR, ihem these are resolved, recomsendations con-
cerning extensions to igeaqy training poliey and clarifications im U7R
extornal relationships can be developed. Some problems in this category
are;

(1) The furnishing of sppropriete persannel by bLb/P, DL/I and TL/A as
students for courses which hsve bean requasted,

(2) The bbtmu‘ig of qualified i.ast.mctbr personnel from the operating
components, either on rotatien to OIK or for special assignments,
where experienge and technical know-how are required.

(3) The need for Agency policy apd procedure which will assure a more
wnifors student load.

(k) The need for & cevice in the classification process woich would per-
mit the retation of qualified operabing persoanel to UTH "in grace®
and 3 career plan tc assure fheir erderly return to the operating
field upen completion of their UTR tour.

(5) The need for igengy policy concernipg the extent of training which
sheuld be reguired of paw emplayees before entry on any active sssign-
meat and/or befors movement gverscas.

(&) The need for clarification cqneerning the scope of responsibility
and suthority which sheuld be vested in CTH in counsction with or-
gsnized traiping condueted by other components of the Agency in
hesdquarters and overseas.

5. CONCIISIONS:

8. The Office of Training is performing a missiocn somevhat comparable to a
college or university and its organizational pattern and funetionsl dig-
tribution should conform to en acsdemic typs structure,

be The problem of organisational strmpcture and concept within the Gffice of
Training 1s comsidered to be of primery importance. U pon the resclution
of this question depends the solution to may of the internal and ex-
Sernal problems of the Cffice., With the proposed structure end eoncept
spproved by the Dirsctor of Training, the survey can procesd.

¢. The present structure of Ok does not previde an adequate sccondary iuvel
of command, Twelve (12) hesdquarfers stpff and training elements, |
& Deputy Iireotor and an Zxecutive QMtt directly to the iirecter.
25X1A6a Ir addition, three (3} phases of the operation are also respon-
sidble to the Iirector. There is 2 screeplng responsibility located in
the Executive Office for the admisistrative and support phases apd in

b
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the Office of the Deputy Director for certein phases of the training
operation. However, discussion with the chiefs of the divisions and
staffs reveals that they consider themselves to be directly responsitle
to ths Director and that they, and in many cases their subordinates,

may contact the Director personally on any matters, Whether this situa-
tion results from necessity or design ip beside the point. It indieates
sn excellent relationship betweep the Director and his principals but

it creates an unbearsble demand ypon the Iirector.

The Office of Training falls intp three logical organizational groups;
namely, the training groups, the administrative and support elements,
and the ssseosment and evaluatiom activity. The need for limited
staff support is indicated and will be discussed separately.

The fields of interest in trainipg, the courses offered, and the respon-
sibilities for off-campus irainipg, lend themselves to logleal groupings.
*Schools® can be organized and their repponsibilities, interests and
suthorities clearly delineated, snd thus permitting a logical grouping
of like subjects and like activities, fhe present organization, a com-
promiss from a former structure wiich had duplicating elements serving
the covert and overt requirements, does not entirely eliminate duplica-
tion in courses and subject matier. Compartmentalization and presenta-
tion of covert material can be agcomplighed under the proposed "school®
type organiszation through the arrangement of courses, offering basic
and intermediaste courses of intersst to all personnel and advanced
courses for speclalized persomnel.

The present Administrative Staff and the Instructional Services Staff,
with some minor realignment of functions and emphasis, appear to be ade-
quate and necessary. The activily of these elements should be the
direct responsibility of the Executive Cfficer.

The present Assessment and Evalustion Staff should be continued approxi-
mately as-is but should be refleeted in the orgenization in such a man-
ner that its relation to the Tirector apd to the training and support
elements is clear. This element functions in sn advisory cepaclty to the
Direetor and to the training components; it has neither command nor
eperational responsibility. The assessment activity also provides ser-
vice to other Agengy components, mainly DD/P, and this fact should be
recognized when evaluating the total number of T/C positions charged to
the Cffice of Training. ‘

The proposed concept of organisational structure for OTR recognizes 2
need for s small but highly qualified staff element, having a very
specific mission.

The Orientatiop and Briefing Division is primarily an Ageney personnel

and public relations element, having only a miner relationship to the
mission of the Office of Training. It operates im very close relation

-7=
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with the 1CI, the DICY and the IP's. In moet of iis activities it is
directly repreésenting the Ageucy or the ICI or his principel subordinate
officials. The elemment would be more properly located if it were attached
as s specialised staff to the DTLI.

OTR is responsible for several types of offe-c s train Beffs s the
JOT Program, specialised anc 25X1A14a
treining authoriged at outside sguncies and public imstitutions, These
activities require relatively 11 staffs to supervise esch progrum,
and they should be assigned to m§jor elements having & common field of
interest. Thelir present divisiopzl status is not justified.
25X1A6a
The problem of organizatiocnal structure at the Training Center, I
is relatively simple, The C.0. expressed a desire for a minor sdjust-
ment in the support group. The internal organiszation of the Training
elemsnt is set im accordance with the courses currently offered and should
be subject to change a8 wmphesis shifis or as courses are added or dropped.
Operational and pursonal relatlogships on the base are excellent in so
far as the top echelon of the thr-c majer elsments is concerned, The
residue of fomer misunderstandipge among ihe lower levels in the organi-
sation is being slimimated., Thege are problems remaining to be resolved
in connection with the inter-relgtiomships between TR headqusrters and
the elemenis of the Training Cenfer. The resolution of these problems
can be atiained by the proposed fualignment within the 0ffice of Training
and the preparation of adeguate functiogal statements, the assigoment of
specific responsibilities, and the exact delegation of suthorities, in-
eluding in each instence the inferwal liaisen relationships with the
Training Center. This survey indicates the advieability of & "tenant
service” type of organization in whieh ghe C.0. is responsible for the
physicel operation of the base plant and for the support of ome or more
tenant elements, each of which 18 under the direct command of its parant
erganization - in this instance e [ Training element would be 25X1AGa
under the direct command of the appropriate headquarters school, with
iisison channels to the C.C. on support matters.

The proposad T/0 for the Office of Training is misleading, without evalua-
tion, becsuse it includes positions which ere not actuvally necessary in
a strietly training organization. The following are examples:

Carser Ievelopment Slats Lo
Orientation and Briefing Livision 3
JOT Trainmee Slots - Civilian 90

(1) The CIE slots are a rescrve pool to te used in the rotation of in-
structor personnel snd for certain aff-campus training.

{2) The Orientation end Briefing Jivision activities, discussed clse-
where, are only related to OTH activitias in a very general way.
»la
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(3) The JOT Trainee slots are completely non-productive insofsr as the
Office of Training is concerned, since %trainees occupylng these slots
are perforaming in an on-the-job status in the operating components
of the Agency.

®. This survey of the Office of Traiping should be conducted in the following
logicsl stages, with interim reports to the T'irector upon the completion
of esch phage or as requeeted:

(1) Study and recommendstions cencerning the over-all organization of the
&
Office; lipes of command, respensibility and auvthority; fields of
interest; missions snd functions of major elements.

(2) Study end recommendstions concerning the imternal organization of
eseh major ard minor element; exsct delineation of fields of interest,
functions, procedurcs, reporting systems, stc.; outlining linee of
sathority, coordinstion and respongibility; resolotion of provlen
areas; justification of T/0's, etc,

(3) Tdemtification of 0ffice of Training problems in its releticnships
with the Agency as s whole or with other Agercy components, such as;

{a) Need for firm poliey conacrning responsidility for supervision
of overseas trainimg, training eonducted by other components,
£irm requirenents regarding preparatory training for all overseas
persomel, ete.

(b) Need for firm policy comgerning the rotation of gualified instruc-
tor personnel betwesn th¢ operating corponents and CTR, with ade-
guate administrative devices to provide for norade” diffceremtlials
and slots,

(¢) Improvement in the system for determining training requirements,
providing of an adequate, appropriate and qualified student
body, ete.

6, RECOMMERDATIONS:

s. That the proposed orgenisationsl structure for the Zffice of Training
{Tab i), be approved, including titles of elements, distribution of
fields of intersst within the training groups, the placement of a staff
elsment, and the proposed command and coordination lines for B 05X 1A6a

b. That ths Orientation and Briefing activity, and the three positions and
ipeumbents involved, be transferrzd to the staff of the ITCI.

¢. That, upon the acceptance snd approval of the forsgoing recommendations

and the proposed orgarizetionsl structure, this survey proceed according
to the following phases:

.9’
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First: Assist in the development of functicnal statements for each of
the majer elements and staffs to assure sirict conformance tc the
concept proposed hereln gs it concerns delineaticn of fields of
interest, responsitility, authority, coordinstiom, support,
charnels of command and gupervipion, and staff advisory capaci-
ties; assist and/or acvisc, as necessary, in the adjustment and
inter-exchange of 7/¢ slots from the present to the proposed
structure; otherwise assist in the tramsition as requested.

Second: Survey each element of 'R to:

(1) uaié;t in the develepment ¢f functiopal statements along the
lines cutlinec above for the major elements.

(2) Determine the T/7 reculrements for each element.

(3) Assist in the develoyment snd coordimation ¢f procedures,
polleies, etc,

(4) Identify, and proposc scluticns to, indiviaual problems
pertinent to each element.

(5) Ievelop such flow churts, diagrams, amd other visusl aics,
as may sesm necessal;, to clarify for all persomnel the lines
of compand, stall recponsibility, areas of interest,
suthority delegatiogs, etc., im order that the proposed or-
gandzation mey be understood by all executive, supervisory,
support and adminis@retive personnel.

Third: Upon completion of necessery adjustments within the Office of
Training, identify and define those probleme of the ¢ ffice which
invelve the need for igemcy policy, direction or regulations
and thelr apnunclation or clarification, or whiich concern wori-
ing relationships with ofler Lgency components; and assist in
the development and preseértation of appropriate soluticns.

Chief, Mansgeument Staff
ATTACHMENT « CORLUns

Tab A - Proposed Organizational
£tructure 07R Lirector of Training Tate

MS/SEM:ee (18 June 195L)
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